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on Publiservice, the federal government internal network, 
at the following address: 


http://publiservice.tbs-sct.gc.ca 


It will also be available in the January 1997 edition of the CD-ROM 
called Treasury Board Secretariat Publications for the 
Management of the Federal Government 


This series of evaluations, audit guides, reviews and studies is designed to improve Treasury 
Board policies and programs. 


Titles in this series already published: 
. Review of Operating Budgets — Delegation Framework 
. Review of Business Planning in the Government of Canada 
. Review of the Cost Recovery and User Fee Approval Process 
. Evaluation of the Policy for the Provision of Services for Employees with Disabilities 


. Audit of Service to the Public in Official Languages - Phase I — Regions of Toronto and 
Halifax 


. Audit on the Use of Translation Services 
. Review of the Costs Associated with the Administration of the ATIP Legislation 
. Evaluation of Telework Pilot Policy — Highlights 
. Evaluation of Telework Pilot Policy — Findings . 
10. Audit of Adherence to Treasury Board Information Technology Standards 


11. Evaluation Framework for Early Departure Programs 
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Validation Review - Audit Guide and Departmental Monitoring Framework 


Executive Summary 


This chapter provides an overview of the key 
findings arising from our validation review of 
Treasury Board tools. “Validation of tools” 
is interpreted to refer to the usefulness and 
quality of direction and advice provided to 
departments to help in the management of 
alternates, the Training and Education 
Allowance, and the post-employment 

regime conditions of the Early Departure 
Incentive (EDI) and the Early Retirement 
Incentive (ERI). 


We found that the Audit Guide and the 
Monitoring Framework (Draft May, 1995) 
are not the primary tools used by 
departments for managing these 

three elements. 


¢ The Audit Guide was drafted prior to the 
details of the program elements being 
finalized. It addresses EDI and ERI 
only at the conceptual level, and should 
be updated. 


¢ The Monitoring Framework was only 
recently issued, and serves primarily to 
confirm previous Treasury Board 
communications, as well as initiatives 
undertaken by the departments 
themselves. For example, most 
departments had developed a manager’s 
checklist for the Training and Education 
Allowance. The Monitoring Framework 
included a similar checklist that helped to 
confirm the departmental effort. 


Only minor inconsistencies were found 
between these documents and others issued 
by Treasury Board. These inconsistencies 
dealt primarily with word usage, and were 
not sufficiently significant to curtail the 
management of the programs in the 
department. Departmental personnel 
conveyed their general satisfaction with the 


level of assistance received from Treasury 
Board when clarification or interpretation of 
a particular situation was required. 


The primary tools used by departments 
include the series of communications (letters 
and the Knowing Your Options series) from 
Treasury Board, augmented by two outputs 
of interdepartmental collaboration — the 
“Managing the Placement of Alternates”’ 
paper, and a generic guide to managing the 
Training and Education Allowance. 


Taken as a whole, these tools presented 
some problem areas for the departments: 


¢ Timing and frequency of communication. 


¢ No clear statement of a hierarchy 
of priorities. 


¢ Apparent shifts in emphasis from one 
document to the next. 


¢ Confusion over what is a required action, 
and what is simply a suggestion. 


We offer some suggestions for 
improvement which Treasury Board may 
wish to implement: 


¢ Update the Audit Guide to better address 
EDI, ERI, alternates, unpaid surplus 
status, and the payback principle of 
expenditure management. 


¢ Endorse and encourage further use of the 
inter-departmental committee model for 
developing guidelines. 


¢ Re-emphasize Treasury Board priorities 
and role in communications with 
departments. 


+ Balance the requirement for management 
control with the level of risk inherent in a 
program, policy or guideline. 
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Validation Review - Audit Guide and Departmental Monitoring Framework 


Management’s Response 
Audit Guide and Monitoring Framework 


The February 1995 Budget announced 
government-wide plans to eliminate 
programs and services identified in the 
1994-95 Program Review. This elimination 
of programs will result in a reduction of the 
federal government workforce by an 
estimated 45,000 positions by the third 

year (1997-98). In conjunction with the 
1995 budget announcement, measures were 
introduced to help departments meet their 
reduction targets. Two programs, the Early 
Retirement Incentive (ERI) and the Early 
Departure Incentive (EDI), were designed to 
assist departments in managing downsizing. 
Additionally, the government has designated 
certain departments as “most affected” in 
that they are deemed unable to manage job 
reductions through normal attrition, existing 
workforce adjustment measures, and other 
management tools. “Most affected” 
departments have access to both programs, 
while all others have access only to the ERI. 


These two programs were not intended to 
replace the existing Work Force Adjustment 
Directive (WFAD), but rather to 
complement it. The WFAD remains in force 
and is still the primary work force 
adjustment tool. Two additional programs, 
Leave With Income Averaging and 
Pre-retirement Transition Leave, were also 
announced to provide non-surplus employees 
with more flexible working arrangements 
while assisting managers in achieving salary 
budget reductions. 


Several actions have been taken by Treasury 
Board Secretariat (TBS), in light of 
observations made following the Audit of the 
Work Force Adjustment Directive by the 
Auditor General in 1992. The Secretariat 


was extremely sensitive to the need to ensure 
that proper policy, audit and monitoring 
mechanisms would be in place not only for 
the WFAD but also for the two new 
programs. To this end, the Secretariat has 
provided departments with several 
documents, for use in managing and 
monitoring downsizing activities: 


¢ An Employment Adjustment 
Accountability Framework was created by 
Treasury Board Secretariat, focusing on 
the role and accountability of Deputy 
Ministers. A letter to all Deputy Ministers 
was prepared to bring to their attention 
human resources and financial 
management and accountability issues and 
a pay-back indicator which will ensure 
better management of taxpayer dollars 
provided out of the Central Reserve. In 
this letter, deputies were called upon to 
perform an audit of the departure 
incentives no later than half way through 
the three year program 


¢ A Manager's Guide to Employment 
Adjustment was prepared in collaboration 
with departments, the audit and review 
community and TB Secretariat. 


¢ An Audit Guide was developed and 
has been distributed to departments for 
their use. 


¢ A Work Force Adjustment Departmental 
Monitoring Framework was issued. 


In an effort to ensure the validity of some of 
these tools being provided to departments by 
the Treasury Board Secretariat, it was 
decided to commission a consulting firm to 
examine two key tools: the /nternal Review 
Guide - Audit Guide, Work Force 
Adjustment, and the Work Force Adjustment 
Departmental Monitoring Framework for 
Early Departure Incentive and Early 
Retirement Incentive Programs. The 
objective was to validate these tools as they 
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related to three elements of the government’s 
EDI and ERI programs — the management of 
alternates, compliance with the training and 
education allowance, and the 
post-employment regime. 


In examining these tools, the consultants 
expanded the scope of the study beyond the 
two specified TBS tools to examine the total 
package of communications that had been 
generated by the Treasury Board 

Secretariat for the management of 
workforce reductions in relation to the three 
review elements. This was largely a 
reflection of departments’ wishes to share 
their views on all of the tools, and also 
reflected the fact that the Audit Guide had 
largely pre-dated the introduction of the two 
new programs and the concept of 
alternation, and that the departmental 
monitoring framework had only been 
distributed relatively recently at the time that 
focus groups and interviews with 
departmental practitioners were conducted. 


Management’s Response 


The Human Resources Branch of the 
Treasury Board Secretariat feels that the 
evaluation of these tools was professionally 
conducted and that it yielded useful 
information and observations which we 
endorse. In general, departments found 
TBS tools useful in providing guidance. In 
situations where clarification was required, 
departments reported that the Secretariat 
was helpful in clarifying issues. We would 
like to respond specifically to certain key 
observations of the study. 


1. Problems with the timing and 
frequency of communication. 


Departments in some cases found the timing 
of central direction and assistance slow — 
quite often events necessitated departments 


taking action before the tools were available. 
It is noted, however, that departments did 
not see this particularly as a negative 
statement on TBS services but rather as a 
reflection of the speed at which the new 
programs are being implemented. 


As problem areas were identified by unions, 
by management, and by Joint Adjustment 
Committees, they were tackled by 
responsible Secretariat officers working with 
departmental colleagues and in consultation 
with experts. The Secretariat released timely 
communications on specific issues, in 
response to implementation issues identified. 
AS was recognised by departmental 
representatives participating in the study, 
they have a preference for receiving 
information in a much shorter timeframe than 
would be required to prepare a single 
comprehensive document. 


In order to be as responsive as possible to 
departmental needs the Secretariat has 
moved to make available all of its key 
documentation in electronic form 
(Publiservice, CD-Rom, and 

HR connexions). With specific reference to 
the management of alternates, a “People In 
Transition — Knowing Your Options” 
document is now being prepared to provide a 
comprehensive guide to this area and this 
will also be placed on the Internet. 


2/3. No clear statement of a hierarchy of 
priorities; apparent shifts in 
emphasis from one document to 
the next. 


Some departments felt there was also a 
concern with regard to apparently different 
emphasis in different communications from 
TBS on the same topic. Being responsive to 
departments’ need for timely clarification of 
issues, the Secretariat prepares separate 
communications dealing with specific issue 
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areas as the need arises. This does not 
necessarily imply a change in priorities or 
emphasis with each document. 


Several fora exist for communicating with 
the Secretariat regarding program priorities, 
including the Business Planning process 
where departmental priorities are discussed 
with departments, the Work Force 
Adjustment Coordinators Network, the 
Most Affected Departments (MAD) 
committee, and the Alternative Delivery 
Departments committee. In addition, 
Treasury Board Secretariat has 
communicated with all Deputy Ministers, 
clearly outlining a human resources and 
financial management framework, including a 
pay-back indicator for which Deputy 
Ministers will be held accountable. A revised 
audit guide, currently being drafted in 
consultation with the audit community, will 
also emphasize the same corporate priorities 
and will be consistent with these 
management frameworks already provided. 


4. Confusion over what is a 
required action, and what is 
simply suggestion. 


As is concluded by the report, the context 
within which departments are managing EDI 
and ERI could be described as a “paradigm 
shift.” Treasury Board Secretariat is in the 
process of redefining its role to be more of a 
policy and assistance provider to 
departments. Departments are trying to 
introduce a new “empowered” 

management style. At the same time, the 
government is introducing significant new 
initiatives relating to budget reductions, and 
workforce adjustment. Not surprisingly, 
differences in opinion exist among 
departments as to what Treasury Board 
Secretariat’s role is or should be. 


Several mechanisms are available, such as 
the Work Force Adjustment Co-ordinators 
Network, for departmental representatives 
seeking further clarification of policy and 
accountability issues. The Secretariat 
continues to promote exchanges on 

these issues through the Work Force 
Adjustment Committee, the Most Affected 
Departments Committee, the Alternative 
Delivery Departments Committee, and other 
special fora. 


The study also offered four specific 
suggestions which the Treasury Board might 
wish to implement. 


1. Update the Audit Guide to 
better address EDI, ERI, 
alternates, unpaid surplus status, 
and the payback principle of 
expenditure management. 


The Audit Guide provides a comprehensive 
tool for auditing the management of, and 
compliance with, the Work Force 
Adjustment Directive. However, it was 
written prior to EDI, ERI and alternation 
becoming effective. The Audit Guide is 
currently being updated, in consultation with 
the audit community. 


2: Endorse and encourage further 
use of the interdepartmental 
committee model for 
developing guidelines. 


The degree of consultation and 
collaboration between Treasury Board 
Secretariat and departments in managing 
work force adjustment has been particularly 
notable and successful. As an example, an 
extensive manual was developed for 
management of the Training and Education 
Allowance through a co-operative effort of 
all Most Affected Departments. A generic 
manual was developed, and then adapted or 
modified by each MAD for its own purposes. 
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An interdepartmental initiative also 
produced a “suggested paper” for the 
management of alternates, which Treasury 
Board supported and distributed. Another 
such committee developed the 

EDI application and approval form. 


The Work Force Adjustment Coordinators 
Network will continue, with representatives 
from all departments, as a highly effective 
means of ensuring a broad understanding of 
best practices, and bringing consistency to 
the application of the WFAD across the 
Service. Treasury Board Secretariat will be 
investigating with the members of this 
community a redefinition of the mandate of 
this committee and an identification of 
future needs. Strategically, the Secretariat 
will be continuing to use this approach in 
dealing with other emerging policy issues, 
in collaboration and consultation 

with departments. 


3. Re-emphasize Treasury Board 
priorities and role in 
communications with departments. 


As a means of meeting the need of 
departments for timely information and 
clarification of issues, the Secretariat 
prepares separate communications to address 
specific subject areas as the need arises. This 
does not necessarily imply that one 
document supersedes a previous 
communication in terms of an indication of 
priorities. Individual targeted 
communications have a specific issue focus, 
and they are not intended to be general, 
all-encompassing policy statements. 


In terms of communicating with 

Treasury Board Secretariat regarding 
program priorities, several fora exist, 
including the Work Force Adjustment 
Coordinators network, MAD and Least 
Affected Departments (LAD) committees, 


and the Business Planning process within 
which corporate priorities are discussed 
with departments. In addition, TBS has 
communicated with all Deputy Ministers, 
clearly outlining human resources and 
financial management and accountability 
issues, including a pay-back indicator 

for which Deputy Ministers will be 

held accountable. 


4. Balance the requirement for 
management control with the level 
of risk inherent in a program, policy 
or guidelines. . 


Treasury Board Secretariat is in the process 
of redefining its role to be more of a policy 
and assistance provider to departments, and 
departments are trying to introduce a new 
“empowered” management style. In this 
context, as exemplified by the approach 
taken by the Secretariat in managing the 
Work force Adjustment Directive and related 
programs, the primary role of TBS has been 
to provide guidance and tools to 
departments. There is a shift in emphasis 
away from the strict review of transactions 
towards a risk management approach. 
Accountability for management of these 
programs is at the departmental level. 
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I. Introduction: 


The Treasury Board Secretariat (TBS) is a 
central agency that serves as the primary 
employer for the government of Canada. As 
such, part of its mandate is to interpret 
government policy and provide direction to 
departments on how to fulfill the 
requirements of those policies. In its 
February, 1995 budget, the government 
announced the introduction of changes to the 
Work Force Adjustment Directive of 1991, 
as well as two programs designed to provide 
departure incentives for surplus 

employees — the Early Departure 

Incentive (EDI) and the Early Retirement 
Incentive (ERI) programs. Later, a program 
was introduced to allow affected employees 
who wished to remain employed by the 
public service to alternate with employees 
who would otherwise not have access to 
these incentive programs. 


The objective for this review was to validate 
two specific tools as they related to three 
elements of the government's EDI and 

ERI programs. 


Specifically, the two tools to be validated 
were: 


+ Internal Review guide — Audit Guide, 
Workforce Adjustment, and 


¢ Work Force Adjustment Departmental 
Monitoring Framework for Early 
Departure Incentive and Early 
Retirement Incentive programs. 


The Internal Review Guide — Audit Guide, 
Workforce Adjustment was provided to 
departments following the February, 1995 


* This study was conducted by an external firm. 


budget, but prior to the EDI, ERI, or 
alternate provisions being fully described. 


The Work Force Adjustment Departmental 
Monitoring Framework was issued on 
December 13, 1995. The purpose of this 
Monitoring Framework was to assist 
government departments and agencies in 
managing the ERI and EDI programs. 


The validity (1.e., usefulness, applicability) 
of these tools was to be assessed in relation 
to three elements — the management of 
alternates, compliance with Training 

and Education Allowance, and the 
post-employment regime. 


The scope of work changed in two ways 
during the course of the review. First, we 
were directed to exclude the reference to 
program evaluation in our review — since a 
separate initiative was underway to establish 
an evaluation framework for the programs. 
The second change in scope involved an 
expansion beyond the two specified 

TBS tools — to include all communication 
from Treasury Board to departments relating 
to the three elements under review. 
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II. Departmental Context 


This chapter provides an overview of the 
departmental context within which this 
review took place. Specifically, we provide 
a summary of the extent to which 
departments developed their own tools to 
help manage the EDI and ERI programs, as 
well as the current status of plans for internal 
audit of work force adjustment (WFA) 
practices. We begin with a brief 
description of the nature of departmental 
input into this review. 


A. Departmental input into 
this review 


Through discussions with the project 
authority, a total of 17 organizations! were 
identified for interviews with the consultant 
team. In each organization, we invited 
human resources personnel to meet with us. 
At their discretion, representatives of the 
internal audit function could participate in 
the meeting. The purpose of these 
interviews was threefold: 


¢ Discuss the usefulness of the two subject 
tools for departmental management of 
the three elements under review. 


+ To ascertain whether the department 
had developed any tools of its own in 
this regard. 


To ascertain the status of any internal audit 
or review of the management of EDI and 
ERI. The requirement for a change in the 


review's scope became immediately apparent. 


Departmental personnel related more to the 
body of tools and direction received from 


‘Appropriate personnel in two of these departments 
were not available. In total, 15 departments and 
agencies participated in the interview process. 


Treasury Board for each of the three 
elements than they could for the two specific 
tools under review. This situation is not 
surprising given that the Audit Guide was 
prepared prior to all program details being 
finalized, and the evaluation framework 
being issued less than two months prior to 
our interviews. As well, Treasury Board had 
issued a number of other documents intended 
to assist departments manage the alternate 
provision, the Training and Education 
Allowance, and the post-employment regime 
conditions. Table 1 provides a summary of 
the documents provided to departments in 
each of these three elements. Rather than 
focusing on the two specific tools (Audit 
Guide, Monitoring Framework), the scope of 
discussions expanded to validate the 
usefulness of all tools provided by Treasury 
Board. 


EEE 
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Table 1 
Treasury Board tools for managing three elements of EDI and ERI 


Management of Alternates 


* Monitoring Framework 
* May 24/95 Letter to Directors of Personnel 
re: The Placement of Alternates 
* August 2/95 Letter to Heads of Departments and Agencies 
re: The Placement of Alternates 
* September 15/95 Letter to Deputy Heads 
re: Departure Programs/Alternations 
* November 20/95 Letter to Directors of Personnel 
re: Voluntary Demotions and Reclassifications in the Context of Alternates. 


Training and Education Allowance 


¢ Audit Guide 

e Monitoring Framework 

¢ People in Transition: Knowing Your Options: 
Training and Education Allowance, August 1995 


Post-Employment Regime 


¢ Audit Guide 
¢ Monitoring Framework 
¢ People in Transition: Knowing Your Options: 
The Public Service’s Post-Employment Regime 
+ July 28/95 Contracting Policy Notice 1995-8 to Functional Heads, Administration/ 
Finance of All Departments and Agencies 
re: Contracts with Former Public Servants 
+ August 16/95 Letter to Directors of Personnel 
re: Undertaking regarding future employment or contractual relations by employees 
leaving the Public Service under the various termination programs 
¢ September 11/95 Letter to All Deputy Heads 
re: Probity in Relations with Former Public Service Employees 


In addition to the individual departmental interviews, a workshop was held to bring together 
personnel from a small sample of departments. Eight departments were invited to the workshop. 
People from seven departments, plus a representative from the Evaluation, Audit and Review 
Group of Treasury Board, participated in the workshop. 


This workshop provided the opportunity for departments to share their impression of the 
usefulness of tools (and service) provided by Treasury Board, and to make suggestions for 
improvement. 
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Table 2 identifies the organizations who provided input to this review through interviews and 
through participation in the workshop. 


Table 2 
Departmental participation in review 
Department Interviews Workshop 


Most Affected Departments (MAD) 
Agriculture and Agri-Food Canada 


Canadian Transportation Accident Investigation and Safety Board 
Citizenship and Immigration Canada 
Environment Canada 
Fisheries and Oceans i 
Human Resources Development Canada 
Industry Canada 
National Defence 
Natural Resources Canada 
Public Works and Government Services 
Transport Canada 
Treasury Board Secretariat 

Other participants | 
Canadian Heritage 
Canadian International Development Agency 
Revenue Canada 
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B. Custom tools developed by 
departments 


The use of customized management tools 
varies by department. All departments have 
issued instructions to responsibility centre 
managers. As well, each department has 
developed its own forms designed to capture 
pertinent information relating to employment 
adjustment situations. To varying degrees, 
departments have also developed 
communications tools to convey program 
information to employees. For example, 
Industry Canada, Citizenship and 
Immigration Canada, and the Canadian 
Transportation Accident Investigation and 
Safety Board each produced manuals for 
their employees. An alternative approach 
was adopted by Environment Canada where 
the Deputy Minister issued a detailed letter 
to all employees. On the other hand, some 
other departments relied primarily on 
Treasury Board's Knowing Your 

Options series of bulletins for 

employee communications. 


Some departments developed guides for 
managers that tended to encompass all 
aspects of workforce adjustment (e.g., 
Industry Canada). The Department of 
National Defence has developed many tools 
for its Civilian Reduction Program — 
including manager’s guides, software tools, 
and communications with employees. 

These initiatives pre-dated the EDI and 
ERI programs, but served as a starting point 
for other departmental efforts. 


Notwithstanding the value of these types of 
departmental tools, the focus in this review 
was on whether departments had developed 
custom tools (to augment those provided by 
Treasury Board) to provide direction in the 
management of the alternates, the Training 


and Education Allowance, and the post- 
employment regime. 


Within this scope, one initiative stands out. 
An extensive manual was developed for the 
management of the Training and Education 
Allowance through a co-operative effort of 
all Most Affected Departments (MAD). A 
generic manual was developed, and then 
adapted/modified by each MAD for its own 
purposes. An inter-departmental initiative 
also produced a “suggested paper” for the 
management of alternates, which the 
Treasury Board supported and distributed. 
However, the details and interpretation of 
the alternation provision are in a state of 
evolution — a series of letters have been 
issued by Treasury Board which, together, 
serve as the cornerstone for the 
management of this program. The post- 
employment regime has also being managed 
based on a series of documents issued by 
Treasury Board. 


Table 3 summarizes the extent to which 
customized tools have been developed by the 
departments. It highlights the widespread 
use of the generic MAD manual for Training 
and Education Allowance. It also 
demonstrates the comparatively lower 
number of customized tools developed for 
the management of alternates and the post- 
employment regime. One interesting tool 
could actually be considered an 
"implementation tactic” — a letter from the 
Deputy Minister. Such a document helps 
with the implementation and proper 
management of a program by having the 
senior departmental official raise the 
program’s profile and importance. 
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C. Status of departmental 
WFA audits 


Departments are required to evaluate the 
EDI and ERI programs midway through 
their three-year term. During our interviews, 
we inquired as to the current status of 

WFA audits that have been completed, or 
which are planned. Table 4 provides a 
summary of the responses we received. 
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Table 3 
Inventory of management tools developed by 
selected departments for three elements of EDI and ERI 


Department Management of Post-Employment Training and 
Alternates Regime Education Allowance 


Can. Transportation Developed training 
Accident Investigation material for managers on 
Safety Board WFA. 

Citizenship and Stand-alone matching Adapted MAD manual. 
Immigration system 


Environment Canada | DM letter to employees. DM letter to DM letter to employees. 
Developed tracking employees. 
system. 


Fisheries and Oceans a A i ll ae Adapted MAD manual. 


Heritage Canada Section in policy manual. |Section in Policy | n.a. (not MAD) 
Developed tracking Manual. 
system. 


Human Resources | Developed own Adapted MAD manual. 
Development Canada tool culling from 
| 20 documents. 


Industry Canada Audit checklist. Developed | Audit checklist. Adapted MAD manual. 
shared directory. Tracking system. | Audit checklist. 

Natural Resources Drafted own Audit Guide. Checklist for 

Canada monitoring. 

PWGSC of ihe Probity letter from | Adapted MAD manual. 

DM. 


Revenue Canada Statement of roles, | n.a. (not MAD) 
responsibilities, activities 
and monitoring. 
Employment Adjustment | 
Programs Monitoring 
Framework. 


Transport Canada Adapted DND software. 

Adapted MAD manual. 
Treasury Board Adapted MAD manual. 
Secretariat 
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Table 4 
Status of audit initiatives in 12 Most Affected 
Departments and three other departments participatin 


Most Affected 
Departments 


Agriculture and 
Agri-food Canada 


in review 


Canadian Transportation 
Accident Investigation 
and Safety Board 


April 1996 — Quality of 
HR services, — Managing 
costs of WFA 


Management of 
Alternates 


Will do status report after 
one year. 


Summer, 1995 — 
WFA program in 
NCR. | 
September, 1995 — 
operations only. 


Human Resources | Discussions with Will incorporate payback 

Development Canada | Treasury Board. provision. 

Industry Canada Pre-planning - HR This calendar year. 
procedures. 


Natural Resources Summer, 1995 — |Phase I - Corporate | Phase II — Spring 1997 — 

Canada alternates. management T&E Allowance and 

infrastructure post-employment regime. 
Phase III — detailed testing. 


Public Works and Gov’t Fall 1996 — departmental 
Services Canada infrastructure 
Transport Canada Management of | Implementation of HR 
WFA plan (compliance) | 
Treasury Board CAC “reviewed” Late 1996 
| Secretariat work to date 


Environment Canada 
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Table 4 (cont’d) 
Status of audit initiatives in 12 Most Affected 
Departments and 3 other departments participating in review 


Can. International Management of WFA. | Review cash-out payments 
in regions. 


Heritage Canada Management 
infrastructure of 
WFA, plus some 
compliance review. 


Revenue Canada February 1996 — lump 
. | sums 
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II. Validation of Treasury 
Board Tools 


In this chapter, we discuss the usefulness of 
Treasury Board tools in each of the three 
elements under review. 


In general, departments found the tools 
provided by Treasury Board to be useful. 
The tools provide direction which the 
department then implements. In situations 
where clarification was required, 
departments reported that Treasury Board 
was typically helpful. However, two 
problem areas arose. First, departments 
found the timing of the direction and 
assistance from Treasury Board to be 

slow — quite often events necessitated the 
department taking action prior to the 
development of tools by Treasury Board. 
Departments see this problem area not so 
much as a negative comment on Treasury 
Board services, but as a statement on the 
speed at which new programs must be 
implemented at the departmental level. The 
second problem area involved the level of 
detail provided by Treasury Board. A few 
of the departments we interviewed 

expressed a desire for a greater level of detail 
(e.g., specific implementation instructions) in 
the tools provided by Treasury Board. Other 
departments saw Treasury Board as being 
too "detail-oriented" already — they 
expect/prefer Treasury Board to provide 
guidelines and leave the implementation to 
the discretion of the department. 


A. Management of alternates 


The tools provided by Treasury Board to 
assist departments with employee 
alternations include the Monitoring 
Framework which followed a series of 
four letters. 


+ May 24/95 Letter to Directors 
of Personnel 
re: The Placement of Alternates — 
included Managing The Placement 
of Alternates, a paper developed by 
Treasury Board and other MADs. 
+ August 2/95 Letter to Heads of 
Departments and Agencies 
re: The Placement of Alternates 
+ September 15/95 Letter to Deputy Heads 
re: Departure Programs/Alternations 
+ November 20/95 Letter to Directors of 
Personnel 
re: Voluntary Demotions and 
Reclassifications in the Context 
of Alternates. 


Treasury Board did not issue a 
communication in its People In Transition: 
Knowing Your Options (KYO) series to 
employees on the alternation provision. 
Since the Audit Guide was drafted prior to 
the alternation provision becoming available, 
it contains no reference to the management 
of alternates. 


The Monitoring Framework makes only one 
reference to the management of alternates. 
Under Issue 2 (Probity issues), the 
framework repeated the five operating 
principles that were included in Managing 
The Placement of Alternates, essentially 
emphasizing their importance: 


¢ Facilitate achievement of 
downsizing goals. 


+ Management controlled process. 
+ Affected status, not surplus status eligible. 


¢ Must result in deployment or transfer of 
an affected employee. 
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* Permanent reduction in 
salary expenditures. 


Clearly, the more useful tools for managing 
alternations are the series of letters issued 
between May and November, 1995. 
However, some departments suggested that 
the quality of service from Treasury Board 
could be improved. Specifically, four areas 
were identified: 


* Timing and frequency of guidance. 


* Program objectives not always 
clearly stated. 


¢ Need more direction regarding the 
"cost" parameter. 


* Relationship with volunteer provisions of 
the Work Force Adjustment Directive 
not clear. 


Each area is discussed below. 
1 Timing and frequency 


Departments would prefer a single, all 
encompassing guideline rather than a series 
of directions. Another drawback to issuing a 
series of directions is that departments may 
interpret a change in priorities from one 
document to the next. For example, some 
letters were intended to clarify certain 
aspects of previous correspondence. The 
August 2, 1995 letter was intended to 
elaborate on a particular concept, that 
alternations refer only to one-to-one 
interchanges and not to a series of 
movements. However, since that letter did 
not repeat all key points from the previous 
letter (such as the emphasis on ensuring no 
increased cost to the Canadian taxpayer), 
some departments interpreted that a change 
in emphasis had occurred, and that cost to 
the taxpayer was no longer a priority. This 


situation occurred despite the Treasury 
Board having attached the original (May 24) 
letter to the August 2 correspondence in an 
effort to ensure no confusion arose. 


Timing is also an issue. Whereas 
departments would prefer a single document 
that covered all possible situations, they also 
prefer to receive information in a much 
shorter timeframe than would be required to 
prepare such a document. Events in 
departments require action that cannot wait 
until Treasury Board tools have been 
provided. Some departments stated that 
alternation cases had been decided in their 
department before all the rules became clear. 


2 Objectives not clear 


The series of letters present a number of 
objectives for the alternation provision. For 
example, references are made to: 


¢ _ "Overall emphasis is twofold" — 
elimination of a function/position or 
salary, with no increased cost to 
the taxpayer. 


¢ Need for retaining key competencies. 


¢ Personal aspirations should be 
accommodated but there will be no 
guarantee a request for alternation 
will be accommodated. 


¢ The process will ensure "better 
employee morale", a "more productive 
working environment", and enhanced 
union support. 


+ The program will result in "a productive, 
diversified and effective workforce". 


Although these objectives are related, no 
single objective is clearly stated as taking 
precedence. As a result, departments have 
embraced the alternation provisions 
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differently. Some departments are using the 
provision to rejuvenate its workforce by 
facilitating inter-departmental alternations 
(essentially to provide an opportunity for 
people in the department who want to leave, 
to leave). Other departments view the 
alternation as requiring a bureaucratic 
process that, in the end, only increases 

costs to the department and ultimately to 
the taxpayer. 


5 Cost to taxpayer 


The tools do not provide a clear 
interpretation of what is meant by "no 
increased cost to the taxpayer". A strict 
interpretation would say that the only way 
to avoid cost would be to not offer the 
program, thereby avoiding the associated 
administration costs. Since this option is 
not possible (i.e. the program must be 
offered), the guidelines appear to contain 
an inherent inconsistency. 


Empirical evidence has also demonstrated 
that costs to the taxpayer will likely increase 
because of the use of the alternation option. 
Departments report that in a significant 
proportion of cases, the alternate is eligible 
for the ERI, while the affected employee is 
not. Since the cost to the government of the 
ERI is typically greater than the cost of the 
EDI, such interchanges cause a greater 
outlay of money. 


Departments are not so much concerned 
with their ability to demonstrate that a 
reduction in salary costs, and the elimination 
of a position, occurred as they are in being 
held accountable for the additional costs to 
the taxpayer generated by alternation. 


4. Relationship with volunteer provision 


None of the tools issued by Treasury Board 
(i.e. the series of letters, or the Monitoring 


Framework) discusses the relationship 
between alternation and the provision for 
volunteering as set out in the Work Force 
Adjustment Directive Section 7.2.6, and 
referenced in the Audit Guide, Section 3.2.3. 
Not only is the difference between these two 
substitution options not discussed, some 
confusion was created through use of the 
term "surplus" in correspondence relating to 
the management of alternates. For example, 
the May 24, 1995 letter states that the 
programs "can only apply to surplus 
employees". Some readers thought the 
attached paper on alternation was being 
referenced here. However, the intention was 
to clarify that the EDI and ERI programs 
applied only to surplus employees. 


3 XX 


Other issues were raised by departments 
relating to the management of alternates. 
However, these comments were directed 
more at the program itself, rather than the 
tools provided by Treasury Board to help 
manage the program. Departments sense 
that the government is facing pressures to 
ease the alternation restrictions. A general 
feeling exists that the parameters of the 
program are not yet finalized, and that 
further changes (and further correspondence 
from Treasury Board) will be forthcoming. 


B. Training and Education 
Allowance 


Three Treasury Board tools relating to the 
Training and Education Allowance have been 
distributed to departments — the Audit 
Guide, the Monitoring Framework and an 
instalment in the People in Transition: 
Knowing Your Options (KYO) 
communication series for employees. 
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1 Audit Guide 


The Audit Guide makes two references to 
the Training and Education Allowance. 
Audit Procedure A2.1.2a) asks that 
departments track, analyze and (where 
appropriate) act on key performance 
indicators relating to employment 
adjustment, including the "total cost of 
retraining allowances provided ... to acquire 
skills for work outside the public service". 
Audit procedure A3.3.1 is concerned with 
ensuring that the department has established 
effective procedures for managing the 
program, and that it operates in accordance 
with applicable legislation or departmental 
policies. It refers to "appropriate training" 
but does not elaborate on what this 

phrase means. 


No reference is made in the Audit Guide to 
specific details of the Training and 
Education Allowance program (e.g., that it is 
for EDI recipients only, that there is a 
$7,000 maximum, or that payment is based 
on reimbursement of receipts). The guide 
also refers to this program as the 

"retraining allowance". These references 
should be changed to "Training and 
Education Allowance". 


on Monitoring Framework 


Whereas the Audit Guide appears to leave 
broad discretion for the auditor and for the 
department (i.e., the department should 
establish effective mechanisms to 
communicate and manage the program), the 
Monitoring Framework implies that a review 
of a compliance checklist prepared by the 
departments is all that is necessary to assure 
the Deputy Head that the compliance 
requirements of the program have been met. 
The Monitoring Framework then provides an 
example of a checklist. Departments 
reported to us that the checklist in the 


Monitoring Framework were issued after 
they had developed their own checklists. In 
effect, the Monitoring Framework became a 
confirmation that the departmental checklists 
were appropriate. 


Nevertheless, two problems were identified 
with the checklist in the Monitoring 
Framework — Items numbers 6 and 7. In 
both cases, the manager is asked to certify 
that the employee has fulfilled an obligation. 
With Item 6, the manager must certify that 
the employee's training plan "prepares him or 
her for a job outside the public service". 
However, managers cannot confidently 
attest to the employability of a person 
following the training. To do so would 
require a thorough understanding of the job 
market demand for the type of job related to 
the training, and gauge the suitability of the 
individual for that job. We suggested the 
wording be changed to: "... the training 
plan is intended to prepare him or her for a 
100 


With checklist Item 7, the manager is asked 
to certify that the employee "Undertook 
personally the training and educational 
courses/programs". Whereas Treasury 
Board intended this item to help managers 
ensure that only eligible persons were taking 
the course, the word "undertook" was 
interpreted as meaning the manager must 
determine whether the training was 
completed. That is, some departments 
interpreted Item 7 required the manager to 
monitor the actions of the employee after he 
or she has left the public service. At the 
same time, other direction from the Treasury 
Board (i.e., Knowing Your Options) states 
that the allowance "will be paid after 
presentation of receipts ... normally within 
30 days". The KYO document also confirms 
that the employee need not pass the course. 
Hence, we suggest that Item 7 in the 
checklist be changed to state "Provided 
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proof that the person registered in the 
training and education courses/programs". 


As with the Audit Guide, the Monitoring 
Framework contains references to the 
"retraining allowance". These references 
should be changed to Training and 
Education Allowance". 


SE People in Transition: Knowing Your 
Options 


The KYO document provides more details 
than either the Audit Guide or the 
Monitoring Framework — including sample 
questions and answers. We found an 
inconsistency in the direction provided 
relating to the types of courses and programs 
that would be covered. On Page 2, the 
KYO implies that any course at any 
educational institution in Canada recognized 
by the Income Tax Act is eligible. As well, 
other training may qualify if it can be shown 
that this other training is likely to lead to a 
job. That is, the employee need not show 
that courses offered by recognized 
institutions should lead to a job (1.e., all 
courses are eligible). 


The inconsistency arises in the question and 
answer Section. Question 2 asks what 
restrictions exist for training or courses. The 
answer states that "any training or 
educational course offered by a [recognized] 
educational institution is eligible" as long as 
you can show that this training will lead to 
employment. This answer implies that a 
courses at recognized educational 
institutions is eligible only if it can be 

shown to help lead to a job. That is, the 
answer expands the ‘employability’ 
requirement to courses at recognized 
institutions. Only if the reader assumes that 
"training" does not occur in "educational" 
institutions, does this perceived inconsistency 
disappear. In either case, the current 


wording in the KYO document leads to 
unnecessary confusion. 


KK 


These three Treasury Board tools are not 
the primary tool used by departments. 

A collaborative effort among the Most 
Affected Departments produced a generic 
Training and Education Allowance guide. 
Each MAD then adapted the guide for their 
own use. For example, some departments 
added annexes with customized forms to 
assist employees understand their 
obligations, and to provide consistency in 
the operations of the program. The 
collaborative process to develop the 
generic guide helped the human resources 
function in each department understand 

the issues surrounding the management of 
the Training and Education Allowance. The 
distribution of the guide to managers and 
employees helped with the implementation 
and management of the program within 

the department. 


During our discussions with departmental 
personnel, four areas were identified where 
(at least one) department would like further 
clarification from Treasury Board regarding 
the Training and Education Allowance: 


¢ What constitutes a good training plan? 
What characteristics are likely to lead 
to employment? 


* How should "later situations" be handled 
(i.e., eligible people returning within the 
timeframe for additional money under a 
new/revised training plan)? 


* What types of reports will Treasury 
Board require? 


¢ What is meant by "recognized" 
educational institutions internationally? 
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Another area concerns some departments — 
the degree of discretionary judgement 
allowed managers. Because of the vast array 
of possible training choices and associated 
costs, this program could be a candidate for 
extensive regulations designed to cover 
every imaginable situation. Some 
departments would like to see more detailed 
direction from Treasury Board, while others 
would prefer a clear statement that 
management discretion should be used. The 
underlying concern here is accountability. 
Managers are concerned that if they use 
discretion without a clear signal to do so, 
that an audit may find them in 
non-compliance. In general, departments 
would prefer broad discretionary judgement 
rather than over-regulation and the 
associated bureaucracy required to establish 
and carry out policies designed to cover 
every imaginable situation. For example, in 
some cases, the cost of equipment might 
appear allowable while in other cases it 
would not. Similarly, managers would prefer 
discretion in regarding whether alternative 
costing scenarios (e.g., comparison 
shopping, rent versus purchase) is warranted. 


C.  Post-employment regime 
Treasury Board guidance to departments 
regarding the post-employment regime is 
contained in six documents: 

¢ Audit Guide 

+ July 28/95 letter (Contracting Policy) 


¢ Monitoring Framework 


+ Aug. 16/95 letter (future employment or 
contractual relations) 


« Knowing Your Options 


+ Sept. 11/95 letter (probity with former 
employees) 


Overall, departments found the guidance 
provided by Treasury Board regarding 
post-employment regime issues to be 
sufficient. Most, if not all, departments have 
made the effort to distribute 
post-employment regime policies throughout 
their department. In some cases, the Deputy 
Minister has issued stern instructions that 
managers will be held individually 
responsible if the policies are breached. 


Two minor issues relating to the Treasury 
Board tools were noted: 


L Obligation to volunteer information 


Item 9 of the Contracting Policy suggests an 
inconsistency with both the Monitoring 
Framework (Item 2.3) and Knowing Your 
Options (Q&A #19 and #21). The issue here 
is whether or not former employees are 
obligated to volunteer information in a 
contract situation. The Contracting Policy 
states that the former employee "must be 
prepared to sign a waiver of privacy", and to 
"make available" any pertinent details. This 
policy implies that the Crown will request 
information, and that the former employee is 
obligated to respond to that request. 
However, the other two documents state that 
the former employee has an obligation to 
volunteer information without being asked. 
The implications of this apparent 
inconsistency are probably minimal. In 
practice, departments have required 
departing employees to sign a waiver 
declaration. As well, departments have 
typically included as a standard condition in 
contracts that any former employees 
covered by the contract declare any 
post-employment obligation that would be 
applicable under the contract. 
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2 Requirement to check names 
proposed in contracts 


Contracting Policy #10 states that 
departments will institute internal controls to 
"monitor all aspects of contracting" and to 
maintain records "for eventual internal 
departmental audit" including "any 

pertinent information provided by the 
contractor". The Audit Guide contains no 
reference to the requirements stated under 
this policy. The Knowing Your Options 
document (Q&A #21) states that a second 
safeguard is in place — that individual names 
are revealed in proposals, and that managers 
will check those names to ensure probity. 
However, no guideline or regulation exists in 
the Monitoring Framework, the Audit Guide 
or the contracting policy to ensure managers 
will, in fact, follow through with this 
safeguard mechanism by checking the names 
proposed to conduct the contracted work. 


* *X *X 


The impression among departments is that 
the Treasury Board has issued sufficient 
direction. Departments have disseminated 
these policies widely to managers and 
employees. Through the dissemination of 
information, and the use of declarations by 
departing employees, departments feel 
confident that the policy is being managed 
cost-effectively. Although the possibility 
that the policy may be breached always 
exists — given the reliance on the integrity 
of former employees, and the commitment of 
current managers — departments feel that 
the low level of risk does not warrant the 
bureaucracy and administrative burden that 
would be required to guarantee absolute 
compliance by all former employees. The 
additional cost of identifying the (perceived 
to be) rare cases of former employees not 
fully declaring their obligations would likely 
be greater than the value of any 


reimbursements received under these 
obligations. 


D. Conclusions 


The context within which departments are 
managing EDI and ERI could be described 
as a “paradigm shift” within a constantly 
changing environment. Treasury Board is in 
the process of redefining its role to be more 
of a policy and assistance provider to 
departments. Departments are trying to 
introduce a new, “empowered” management 
style. At the same time, the government is 
introducing significant new initiatives 
relating to budget reductions, and 
workforce adjustment. Not surprisingly, 
differences in opinion exist among 
departments as to what Treasury Board’s 
role is or should be — and what level of 
support should be expected from it. As a 
result, some departments complained that 
Treasury Board issued too many documents 
while others felt not enough direction was 
being provided. For example, the following 
quotations are from people we interviewed in 
two different departments: 


“We want clear, flexible guidelines that 
allow departmental discretion. Treasury 
Board is the provider of tools. Departments 
are responsible for determining how best to 
use those tools when planning and carrying 
out a program”. 


“Treasury Board should give more specific 
instructions, sooner, so We can comply”. 


Taken as a whole, the set of tools provided 
by Treasury Board helped managers 
implement the three elements of workforce 
adjustment under review here. Departments 
reported that when clarification was needed, 
Treasury Board was often helpful in 
providing policy interpretation. They found 
the Knowing Your Options series to be a 
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helpful tool for communicating with 
employees. However, frequency and timing 
of documents from Treasury Board were 
identified as issues. 


The specific tools under review — the Audit 
Guide and the Monitoring Framework — 
were not the primary tools used by the 
departments to manage alternations, the 
Training and Education Allowance, or the 
post-employment regime. 


1. The Audit Guide — a limited tool for 
managing EDI and ERI 


The Audit Guide provides a comprehensive 
tool for auditing the management of, and 
compliance with, the Work Force 
Adjustment Directive. However, it was 
written prior to EDI, ERI and Alternation 
becoming effective. As a result, the Audit 
Guide provides no assistance regarding the 
management of alternates. Although the 
EDI and ERI programs are treated only at a 
conceptual level, the principles presented in 
the guide remain valid. However, the lack of 
detail regarding EDI and ERI limits the 
guide’s use as a tool for managers. 


2. The Monitoring Framework has seen 
limited use 


The Monitoring Framework was provided to 
help departments manage and monitor the 
implementation of EDI and ERI. It 
comprised two components — an 
expenditure management framework and a 
human resources framework. The 
framework was issued in mid-December, 
1995 — about one month before this project 
was initiated. It was not surprising to find 
that departments had yet to use the 
framework extensively. 


The information in the human resources 
framework was less detailed than in earlier 


tools provided by Treasury Board. 
Departments viewed the information as being 
primarily a repetition of information they had 
already received. The framework’s 
checklists served primarily as confirmation of 
the checklists already developed by the 
departments themselves. That is, the human 
resources framework did not provide 
substantial assistance to the department, 
other than in this confirmation role. On the 
other hand, the expenditure management 
component represented new information. 
Departments had concerns about its timing, 
its implications and the department’s ability 
to meet the payback criterion. 


Table 5 provides an overview of the 
usefulness of the Audit Guide and the 
Monitoring Framework for each of the three 
elements. As well, the primary tool used by 
departments for the managing of these 
elements is also indicated. 
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Table 5 
Tool/element matrix 


Management of Training & Post-Employment 
Alternates Education Allowance Regime 
Audit Guide | No reference in guide. | General principles. General principles. 
Not a “working tool”. | Not a “working tool”. 


Monitoring Repeated operating Checklist helped to Focus on monitoring 
Framework principles provided in | confirm previous number of cases rather 
Treasury Board letter | departmental work. | than on ensuring 

of May 24, 1995. compliance. 


Guide developed TB letters. 
co-operatively by 


MAD. 


TB letters, including 
“Managing the 
Placement of 
Alternates” developed 
co-operatively by 
MAD. 


Primary tool 
used by 
departments 
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Validation Review - Audit Guide and Departmental Monitoring Framework 


IV. Suggestions for 
Improvement 


In this chapter we put forth some 
suggestions that Treasury Board may 
wish to consider. 


A. Update the Audit Guide 


With the requirement for mid-term 
evaluation of the departure incentive 
programs, departments will be looking for 
guidance in conducting internal audits. The 
current Audit Guide does not adequately 
address the employment adjustment issues 
faced by the departments over the last 

year — the Early Departure Incentive (EDI), 
the Early Retirement Incentives (ERI), and 
the management of alternates. The Audit 
Guide references to the EDI and ERI are at 
the conceptual-level only and no mention is 
made of managing alternations. Upcoming 
issues, such as the payback provision, could 
also be addressed during this revision. 


B. — Endorse and encourage the 
interdepartmental 
committee model 


Collaborative efforts among departments 
produced a paper on managing alternates, as 
well as a generic guide for managing the 
Training and Education Allowance. This 
model of bringing together stakeholders to 
develop tools appears to work well. It 
provides an opportunity for the people who 
will be involved with the management of new 
programs to discuss the issues, obtain 
clarification, and produce a tool that can be 
consistently applied by each department. 
Treasury Board should participate in these 
committees, and endorse the products they 
produce. This participation will help 
reinforce Treasury Board's role as an advisor 


while at the same time put them in a position 
to respond to new issues as they emerge. 
Also, this approach should reduce the 
problems relating to timing and frequency 
that have been experienced in the past. If all 
stakeholders are working together to 
develop an approach, they know exactly the 
status of discussion, and are not waiting for 
direction from Treasury Board. Similarly, 
the probability that the outputs produced by 
the committee will require revisions would 
be significantly reduced. 


C. | Emphasize Treasury Board 
priorities in your 
communications 
with departments 


As letters of clarification are issued or new 
programs/policies are introduced, the 
potential for inconsistency among Treasury 
Board messages increases. These 
inconsistencies are related mainly to 
priorities and emphasis, rather than to the 
issuance of contradictory | 
instructions/guidance. Some examples of 
inconsistency in emphasis, as identified by 
departmental personnel, include: 


¢ A stated objective of expenditure 
reduction, but emphasis in quarterly 
reports is on personnel reduction. 
Departments are not sure whether they 
will be held accountable for personnel 
reductions or financial reductions. Ifthe 
objective truly is expenditure reduction, 
then why is the Treasury Board being so 
stringent on aspects with a less significant 
financial component (e.g., management of 
alternates, post-employment regime)? 


¢ A change in underlying philosophy from 
trying to retain people to trying to reduce 
salary expenditures 
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+ The incentive programs are offered as a 
choice to the individual, yet the 
expenditure management directive 
implies the department has the ability to 
control these costs. 


Aside from the potential for apparent 
inconsistencies in messages, another 
problem area can evolve — where should 
emphasis and effort be focused? For 
example, should the department be more 
concerned with priorities such as reaching 
expenditure reduction targets, clearing 
surplus status priorities, and minimizing 
unpaid surplus status cases than with 
establishing systems to monitor 
post-employment regime and the issuance 
of Training and Education Allowance? 


Managers in departments have a sense for 
which objectives should take precedence. 
They are concerned that auditors and central 
agencies do not share the same 
understanding. Hence, they are torn 
between expending effort on initiatives with 
low impact or risk, and being found to be in 
non-compliance by auditors if they don't 
expend that effort. Therefore, audit guides 
should reflect a sense of where management 
effort should be concentrated. 


Treasury Board should consciously reinforce 
its overall objectives in any communication 
sent to the departments. In this way, 
confusion at the department level will be 
reduced — the department will no longer 
wonder whether the importance of this 
month's correspondence from Treasury 
Board implies a change in the priorities 
communicated in last month's 
correspondence. For example, the overall 
objective of expenditure reduction should 
be restated at the beginning of 
correspondence that focuses on the 
management of employee departure 
programs. One possibility would be: 


"Program Review reduced expenditure 
levels for most departments. Additional 
employee programs were also introduced 
to assist departments which are using 
workforce reductions in order to operate 
under this new expenditure regime. This 
letter provides guidance in managing a 
specific aspect of the Early Departure 
Program — the Training and 

Education Allowance. ... " 


This same approach could be used to help 
reinforce Treasury Board's role vis-a-vis 
assisting departments. That is, if Treasury 
Board suggests an approach to assist 
managers, this message can be reinforced as 
part of its advisory role — thereby 
eliminating confusion over whether or not 
the communication is, in fact, a requirement 
that must be met. 


D. Balance the need for control 
with the level of risk 


The amount of discretion allowed 
department managers should reflect the level 
of risk inherent to the Government of 
Canada. That is, Treasury Board should not 
insist on stringent control mechanisms and 
procedures for programs with limited 
financial risk. For example, the Training and 
Education Allowance should allow for 
manager discretion rather than insisting upon 
a control/compliance framework that would 
likely cause more effort and costs than are at 
risk with this program. On the other hand, 
program elements such as the ERI and 

EDI payout amounts require that consistent 
and detailed directions be provided to all 
participating departments. The Audit Guide 
should recognize the trade-off between risk 
and control. Managers who are allowed 
discretion should not be restricted from 
exercising that discretion for concern over 
being held accountable during an audit. 
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